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PREFACE

This guide is one of several resource docunents devel oped by
the Key Wves Wirking Group which net in July 1992 under the
auspi ces of Headquarters, U.S. Marine Corps, Human Resources
Di vi si on. A list of the nmenbership of the Wbrking G oup, which
reprepresented a cross section of the Marine Corps, is provided
on the follow ng page.

The major task of the Wirking Group was to design and outline
t he docunents required to support the Key Vol unteer Network
t hroughout the Marine Corps. The task was acconplished with
great enthusiasmand creativity.

The acconplishnents of the Woirking Group will have a far
reaching inpact. Mrines and Marine fanilies everywhere, now and
inthe future, will benefit fromthe outstandi ng contributions
made by these pioneers in the Key Vol unt eer Network.
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THE KEY VOLUNTEER NETWORK
PROGRAM GUI DES

This is the Key Vol unteer Coordinator’s CGuide, the prinmary
docunent for Key Vol unteer Coordi nators. Section | of this guide
provides a brief overview of the history of the program Section
Il differentiates the major roles and responsibilities of
participants in the Key Volunteer Network. Section Ill outlines
the standard activities of a Key Vol unteer Coordinator with an
enphasis on the initial stages of setting up a Key Vol unteer
Network. Additional materials devel oped in support of the Key
Vol unt eer Networ k i ncl ude:

Conmandi ng O ficer’s Quide
Key Vol unteer’s Quide

Key Vol unteer Network Training Guide

The Conmandi ng Officer’s Quide provides Commandi ng Oficers
(CCs) with a description of the purpose of the Key Vol unt eer
Net wor k and suggest ed gui dance regardi ng establishnent and
support of the Network.

Descriptions of the roles and responsibilities of others
within the Key Volunteer Network are found in the Key Volunteer’s
Cui de. Detail ed i nformati on regardi ng the day-to-day functioning
of the programfromthe Key Vol unteer perspective is also
provided in the Key Volunteer’'s Guide. The Key Vol unteer Coordi -
nator should be familiar with this document.

Since the Key Vol unteer Coordinator will also be responsible
for seeing that the Key Volunteers within her/his unit are
trai ned, the Coordinator should also be familiar with the Key
Vol unt eer Networ k Traini ng Gui de. Normal |y, the training itself
wi |l be conducted by the Fanmily Service Center (FSC). \When there
is no local FSC, the Coordinator may organize or conduct the
traini ng.

Thr oughout the guides, the Key Vol unteer Network is described
as assisting Marines and their famlies with fam |y readi ness
issues. Included in Marine units are other nmilitary personnel
such as Navy chapl ai ns, corpsmen, foreign exchange personnel
etc. \When attached to a Marine unit these service nenbers and
their famlies are part of the Marine fam |y and shoul d be
considered a vital part of the Network.



SECTI ON |
| NTRODUCTI ON

Recent history has reinforced the realization that Marine
famlies, like the Marines thenselves, need to maintain a state
of readiness -- ready to respond to rapid deployment, ready for
ext ensi on of deploynment time, ready for recall to active duty,
ready to deal with pay problens, ready for handling the stress of
preparation for war and, ultimately, ready for the realities of
war itself. Because of this constant need for readi ness at every
| evel, the Marine Corps devel oped a special programfor famlies.

The Fanily Readi ness Support Program established by Marine
Corps Order (MCO 1754.1, is a network of agencies, prograns,
services, and individuals that supports famly readiness. In
conjunction with the Fanily Readi ness Support Program the Key
Wves Network was originally established by MCO 1754. 2, and
subsequently renaned the Key Vol unteer Network. MCO 1754.2A
gi ves basi c gui dance for the funding, training and admninistration
of Key Vol unteer Network activities. The Order also gives
guidelines for letters of appointnent and specified training
conponents, and al so provi des gui dance for |egal issues regarding
confidentiality, protection of privacy, and access to records.

The Key Vol unteer Network is a mmjor component in the Famly
Readi ness Support Program A Key Vol unteer Network Coordinator’s
role is to assist and coordinate Key Volunteers as they in turn
assist fam lies who use the system The benefits are far-
reaching for Marine famlies. Most volunteers find it personally
rewardi ng as wel . Preparedness is each individual Marine's
responsibility, but it is the Marine Corps’ intention to create
an at nosphere of support and concern for the welfare of military
famlies. The primary goal is always to help famlies help
t hemsel ves.

It is inmportant that the Fanily Readi ness O ficer (FRO and
the unit Key Volunteer Network, with the installation’s FSC, work
together to assist Marines and their fanmilies with a variety of
support, education, information, referral and training programnms
to help mininize the stress that arises in the typical nobile
mlitary lifestyle. The goal is to keep Marines and their
famlies ready to respond to any contingency that mght arise.



SECTI ON ||
ROLES AND RESPONSI BI LI TI ES

A.  OVERVI EW

The Key Vol unteer Network is an official Marine Corps famly
support initiative that links the Marine's famly nenbers with
the mlitary chain. of conmand and to support services within the
mlitary and civilian communities. The linchpin that ensures
this linkage is effectively established and mai ntained is the Key
Vol unt eer Coor di nat or

B. THE KEY VOLUNTEER COORDI NATOR S ROLE

The Key Vol unteer Coordinator position is required in each
unit at the battalion/squadron | evel and above. The Key
Vol unt eer Coordi nator provides |eadership to the group of
Vol unt eers who conprise the Key Volunteer Network for that unit.
If the unit is small, the Coordi nator may be the only Key
Vol unt eer appoi nt ed. The Coordi nator serves under the direction
of the unit’s CO and works closely with its FROto identify
problenms that affect fam |y readi ness and create a dependabl e
conmmuni cation network between the unit and fanilies.

In addition to the FRO and as deternined by the CO the Key
Vol unt eer Coordi nator sonetinmes works with the Executive Oficer
(X0, the Sergeant Major (SgtMj), and/or the Chaplain in
handl i ng the routine business of the Network’s fam |y assistance.
The Key Vol unteer Coordinator nay al so have the assi stance of a
Key Vol unteer Advi sor where one has been appoi nt ed. Thi s Advi sor
can be a val uabl e resource and nentor when the Coordinator is
faced with particularly conplex or difficult situations.

The Key Vol unteer Coordi nator nust be the spouse of a nenber
of the unit and ideally will have denonstrated | eadership and
organi zational ability.

The Key Vol unteer Coordinator is appointed in witing by the
CO for a specific period of time to work within the guidelines
est abl i shed under MCO 1754. 2A. Upon conpl etion of the term of
appoi ntnent or at the change of command, the Coordi nator subnits
a letter of resignation, allowing the COto choose a new
Coordi nator if desired.

Duties may incl ude:

1. Keep the COinforned on a regular basis on the state of
fam |y readiness in the unit.

2. Serve as a liaison between the CO and Key Vol unteers, and
provi de feedback to the CO about family concerns.



3. Wrk with the FROregarding fam |y readi ness matters.

4. Coordinate with key comand personnel as necessary; e.g.
the FRO, XO SgtMj, Chaplain, Key Vol unteer Network Advisor,
etc.

5. Devel op an effective comunicati ons network anbng unit
famlies; e.g., organize a tel ephone tree through Key

Vol unteers and activate it upon the COs direction or as
ot herw se needed.

6. Assist inrecruiting eligible volunteers and nake
recomendations to the CO for appointnment to Key Vol unteer
posi ti ons.

7. Coordinate the training of Key Volunteers with the FSC s
Fam |y Readi ness Support Program Coordi nator.

8. Comunicate to Key Vol unteers the responsibilities of
their position, informng them about the support avail able
fromthe unit and the expectations of the CO

9. Oversee the devel opnent and distribution of a newsletter
on a regul ar basis.

10. Participate, as appropriate, in the local installation's
Fam |y Readi ness Support Program Council and work cl osely
with the FSC on training and resource matters.

11. Work with the Key Vol unteer Coordi nators from ot her
units tenporarily attached to their own unit during
depl oyment .

12. Performother Network activities as determ ned by the
Co

Di scussi on:

The Key Vol unteer Coordi nator provides assistance to Key
Vol unteers who are not able to resolve fanmly concerns and acts
to ensure unit support when fanilies need assistance. |n per-
form ng the Key Vol unteer Coordinator duties, she/he will work
with the unit, the FSC, and agencies - both mlitary and
civilian - to ensure that the Network provides effective assis-
tance in enabling unit fanmilies to neet their needs. Careful
followup is always needed but especially when unfaniliar
civilian resources are used.

The Key Vol unteer Coordi nator and Key Vol unteers assist the
FRO in finding ways to educate fanmilies about their readiness
responsibilities. Duti es may include organi zi ng opportunities
for fanmilies to meet others for educational purposes so that they
can find support and learn new skills. Though the Coordi nator
and Vol unteers often plan social events for the famlies in the
unit, the primary function of the Network is providing infor-

6



mati on and referral. The Coordinator and Key Vol unteers can and
shoul d encourage interested famly nmenbers to take initiative in
pl anni ng soci al events and support their efforts.

An i mportant aspect of the Key Vol unteer Coordinator’s work
will be to acquaint the unit COwth issues that affect fanily
wel fare, the unit’'s norale and the | evel of preparedness she/he
has encountered in contacts with Marine famlies. The Key
Vol unt eer Coordi nator nay al so be asked to assist in organizing
appropriate recognition of Key Volunteers for their contribution
to the unit.

If the Key Vol unteer Coordi nator needs to or wi shes to
resi gn, she/he should submit a letter of resignation to the CO
stating briefly the circunstances and the intention to resign as
of a specific date. The CO nay w sh to speak to the Coordi nator
personal |y about the decision and set up an appointment. The CO
may accept the resignation without conment. As a courtesy, the
Coor di nat or shoul d have one or two repl acenment candidates to
suggest, if asked.

C. THE KEY VOLUNTEER S ROLE

The Key Volunteer’s primary responsibilities are listed in
MCO 1754. 2A and in the Key Volunteer’s CGuide. Key Volunteers are
spouses of nenbers of the unit. (This includes the spouse of
active nenbers of a reserve unit.)

A Key Volunteer is the primary point of contact for a
designated group of families when they are in need of assistance
or information. The Key Volunteer is also the primary point of
contact for the Key Vol unteer Coordi nator who needs to pass
i nformati on. The Key Volunteer is a conmunication |ink between a
famly and the unit. Additionally, she/he acts as an infornmation
and referral resource for those in the unit. Oten the Key
Vol unteer is seen as a role nmodel who may serve to denonstrate
copi ng and stress managenent skills.

The nunber of Key Vol unteers needed to form a nanageabl e
Net wor k depends on the needs, depl oynent schedule, size of the
unit, and experience of the famlies in the unit. A ratio of one
Key Volunteer to ten to fifteen famlies is common. Sonetines
when circunstances require nore assistance than the officially
appoi nted Key Vol unteers can manage, they may recruit tenporary
help fromother famly nenbers. A lower ratio of Key Volunteers
to famlies is recomended during depl oynent.

Al t hough the Key Vol unteer Network is more visible during the
depl oyment cycle, there are inportant tasks that provide vita
continuity and support for famlies fromthe time their Marines
join a unit until they |leave. The duties of a Key Vol unteer are:

1. Welcone and assi st inconming nenbers and families of the
unit and ensure they are aware of services available to the
"Marine Fanmily."



2. Participate in a telephone tree as directed by the Key
Vol unt eer Coordinator to ensure a rapid di ssem nation of
information to famlies

3. Miintain a fam |y readi ness roster of names, addresses,
and tel ephone nunbers for their assigned fam lies and provide
changes to the FRO via the Key Vol unt eer Coordi nat or

4. Provide information to famlies to refer themto
appropriate resources as needed (FSC, Red Cross, Navy-Marine
Corps Relief Society, etc.), and follow up on referrals to
ensure the assistance required was obtai ned.

5. Provide information and feedback to unit CGs, via the Key
Vol unt eer Coordi nator and FRO regarding fam |y readi ness
i ssues.

6. Ofer noral support and assistance to fanilies during
times of difficulty and/or crisis.

7. Assist the Key Vol unteer Coordinator with occasiona
Network activities where unit famlies can neet each ot her
and form support systens; e.g., videotaping, reunion

wor kshops, etc.

8. Assist with Key Vol unteer Network newsletters by
providing input, witing, distributing, etc.

9. Performother Network activities as determ ned by the Co.

In the performance of their duties, Key Vol unteers may
encount er experiences when spouse or child abuse/neglect is
suspected. Part of the basic Key Vol unteer training includes the
requi renent to report allegations of neglect/abuse to appropriate
agencies. It is essential that Key Volunteers fully understand
local laws as well as Marine Corps and installation regulations
and appropriate reporting procedures.

Key Vol unteers may be recommended by the Key Vol unteer
Coordi nator, the FRO, XO Sgt Maj, Chaplain, Advisor, or volunteer
directly. They are appointed in witing by the CO Al Key
Vol unt eers shoul d conpl ete basic training before appoi ntnent, or
shoul d sign an agreenent for training to be conpleted within a
certain period of tine. They should also sign a statenent of
under st andi ng such as the sanple provided in MCO 1754.2A. In
addition to the training required by MCO 1754. 2A, unit training
may be required or offered on other issues.

D. COMVANDI NG OFFI CER' S ROLE I N THE KEY VOLUNTEER NETWORK

The CO deternines the direction of the program based on the
needs of the unit’'s fanmilies. The CO selects, appoints, and
mai ntai ns contact with the Key Vol unteers as he/she deternmn nes
the need. This may be done in consultation with the Key
Vol unt eer Coordi nator or other appropriate sources.
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E. THE FAM LY READI NESS OPPI CER 8 ROLE IN THE KEY VOLUNTEER
NETWORK

The FRO is appointed by the CO and is an active duty menber
of the unit. The FRO coordinates the unit’'s fam |y readi ness
efforts, and works with the Key Vol unteer Coordinator and the Key
Vol unteer Network. The primary function of the FROis to serve
as the nilitary point of contact for routine nmatters between the
unit and menbers of the Key Volunteer Network. He/she acts as a
liaison to other mlitary fam |y support organi zati ons and
assists the Key Vol unteer Coordinator with routine matters.

P. THE KEY VOLUNTEER ADVI 80OR' 8 ROLE I N THE KEY VOLUNTEER

NETWORK
The Key Vol unteer Advisor position is optional. The Co nay
fill this position with his/her own spouse, the spouse of the

seni or SNCO, or the spouse of another senior nenber of the unit.
The Advi sor acts as a nentor for the Key Vol unteer Coordinator
and the Key Vol unteers by providing advi ce and support. The
Advi sor is particularly valuable when the unit is depl oyed.



SECTION |11

KEY VOLUNTEER COORDI NATOR
STANDARD ACTI VI TI ES

A.  GETTI NG STARTED

Each unit’s Key Vol unteer Network will be different,
depending on the unit’'s mission, COs priorities, the pool of
eligible volunteers, the tasks assigned, and the time avail able
to get organized.

When appoi nted, a Key Vol unteer Coordinator may join a
snoot hly functioning Network, or may need to organi ze one,
depending on the unit’s needs. A nmeeting with the COwll help
establish the guidelines and goals for the Network. During the
nmeeting the Key Vol unteer Coordinator can ascertain the CO S
priorities for the Key Vol unteer Network. The Key Vol unteer
Coordi nator can then di scuss her/his plans and vision concerning
how t hey mi ght work together to the benefit of the unit and the
fam lies involved. The goals established together need to be
realistic. Witten goals help to keep the Network on target. It
is inmportant to review MCO 1754.1 and MCO 1754. 2A, as part of the
pl anni ng process.

B. UNDERSTANDI NG THE COVMANDI NG OFFI CER' S PERSPECTI VE

For the Key Vol unteer Coordinator to tailor the Network to
the needs of the unit, it is inportant for the Coordinator to
obtain an answer fromthe COto as many of the follow ng
guestions as are appropriate to the situation

1. What are the Co's goals for the Network? What are the
priorities? (For instance: does the CO want continuing
outreach to unit famlies or a concentration on basic
response to needs during depl oynents?)

2. What is the unit’s history with the Key Vol unteer Network
in the unit?

3. How many volunteers does the Network currently have? 1Is
t hat nunmber adequate for the programgoals in this unit?

4. How will additional Key Volunteers be recruited, screened
and sel ect ed?

5. How w Il the Key Vol unteer Coordinator and Key Vol unteer
Net wor k be introduced to the unit?

6. Howis the Network supported adm nistratively?
7. How would that change if the unit depl oys?
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8. If the unit deploys, will the FRO or a rear-detachnent be
| eft behind? |If not, with whom should the Key Vol unt eer

Coordi nator work to support the unit’s famlies, e.g., the
FRO of the next higher echelon in the chain of command or the
FRO of a sister unit?

9. What situations does the CO want reported to himher?

10. How will the Key Vol unteer Coordinator comunicate with
the CO and how often? (Exanples: wll there be regul ar
nonthly nmeetings or will the neetings be on an as needed
basi s?)

11. WII the Key Vol unteer Coordi nator work through the FRO
or other unit staff on routine natters?

12. \What comuni cation systens will be avail able, such as
access to tel ephone lines, use of hot lines, newsletters,
E-mai |, answering machi nes?

13. How and when will information be updated during a
depl oyment, e.g., recorded nessages from CO?

14. How will Key Vol unteers have access to these
conmuni cati ons systens?

15. How often will rosters be updated and made avail abl e?
How wi I | Key Vol unteers be advised that incoming fanilies
have arrived?

16. WII families and designated beneficiaries of single
Marines be included in the network, if requested?

17. \Who represents the conmand unit as liaison to the Famly
Readi ness Support Program Council ?

18. How will the Network be supported financially?

19. \What expenses will the unit reinburse and what is the
system for reinbursenent?

20. Wiat plans are in place should the unit experience a
critical incident?

21. Howwll internal conflicts with Key Vol unteers be
handl ed?

22. \What constitutes grounds for dism ssal of a Key
Vol unt eer Coordi nator or a Key Vol unteer?

23. Wiat is the procedure for renoving an inappropriate Key
Vol unt eer ?

24. Shoul d renoval of a Key Vol unteer be necessary during a
depl oynment, what is the procedure?
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25. How are Key Volunteers to be recogni zed and rewarded for
their service?

26. How are Marines in the unit instructed on their persona
readi ness responsibilities?

27. Would the Co be confortable with a three or six nonth
trial period for all appointnents?

Any schedul ed neetings with the CO should be treated in a
prof essional nanner. This neans arriving on tine, dressing
appropriately, and being well prepared. It is inperative that
the CO s remarks nade during the nmeetings be held in confidence
Most Key Vol unteer Coordinators will find that CGCs recognize the
val uabl e contributions a Key Volunteer Network can nake to the
snmoot h functioning of a unit and that usually their goals for the
Network will be realistic and their support will be responsive,
fair and consistent with avail abl e resources.

Witten goal s and gui delines, based on the CO s expectations,
the unit’s volunteer assets, and its history shoul d be devel oped
to be used for future reference.

C. KEY VOLUNTEER COORDI NATOR S PERSPECTI VE

The Key Vol unteer Coordi nator nust become know edgeabl e
about :

1. Fanmily related i ssues and/or problens of the unit.

2. Setting realistic estimates for the tinme it may take the
unit to respond to requests, especially if the unit is
preparing for deploynent.

3. How to update and suppl enent basic training for Key
Volunteers with information on avail abl e support services,
especially if the Key Volunteers are new to the unit and/or
to the Key Vol unteer NetworKk.

4. How the unit supports Marines in developing their
personal readiness goals.

The following is a brief description or perspective on
coordi nation factors with which the Key Vol unteer Coordi nator
will deal on a day-to-day basis:

1. Coordination Techni ques.

A Key Vol unteer Coordinator’s style will typically change
with the situations and the composition of the Key Vol unt eer
Network. At times, circunstances nmay require a decisive

| eader who, in coordination with the FRO, acts quickly in
response to challenges. This style is necessary during a
crisis. Usual circunstances permt a nore denocratic style
of | eadership where nenbers contribute to maki ng deci si ons.
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H ghly notivated and comm tted Key Vol unteers usually thrive
under this style. Part of the Coordinator’s preparation for
this position should include, whenever possible, advanced
training in | eadership styles and techni ques.

The point to remenber is that this programfunctions within a
mlitary framework. U timately, the CO has conpl ete control
over the unit Network and what it does. The | eadership

provi ded by the Key Vol unteer Coordinator is to inplenment
conmand deci si ons and gui dance.

Rout i ne Operations of the Network.

Del egating responsibilities can hel p Key Vol unteers devel op
their own | eadership skills and give thema greater sense of

i nvol verent in the success of the Network. Regular neetings
of the Key Volunteers will provide the Key Vol unteer Coordi-
nator with assistance for specific projects and feedback from
the unit famlies. Developing a list of Network activities in
order of their inportance will help to identify priorities.
In order to build an effective team the Key Vol unteer
Coor di nat or shoul d devel op an at nosphere of cooperation, have
definite, neasurable and achi evabl e goals, and be responsive
to changi ng circunstances.

Sol vi ng Probl ens.

When internal problens arise because of individual person-
ality conflicts rather than adm nistrative or organi zati ona
i ssues, the Key Vol unteer Coordinator should meet with both
parties to avoid bei ng caught between conflicting stories.
If the conflict is between the Key Vol unteer Coordi nator and
an individual Key Volunteer, the di sagreenent shoul d be
handl ed early and directly. |If a serious breach of
confidentiality or disregard of the COs direction
necessitates the removal of a Key Volunteer, the CO will
handle the termination. It is not appropriate for a COto
reach a Key Vol unteer through the Marine spouse. The CO
shoul d speak directly to the Key Vol unteer, the Coordi nator
or the FRO. In the CO s absence, the FRO working with the
Coordi nator and the Advisor, would handl e the problem

When external conflicts arise between a Key Vol unteer and a
Marine fam |y nmenber, the Key Vol unteer Coordinator may be
asked by the unit to listen to both sides and help resol ve
the conflict. Differences may arise because famly nenbers
do not understand the CO s policy or nmay be basing their
expectati ons of the Key Volunteer Network on the way it was
i npl enented at another location. If the Coordinator is
unable to resolve the conflict, assistance should be sought
fromthe FRO
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Chai n of Command.

Though the Key Vol unteer Network will not have a chain of
command it does have a chain of comunication. However, it
is inmportant to understand the unit chain of command and
devel op a good working relationship withinit. Acivilian
vol unteer programworking within a mlitary system nust be
sensitive to chain of command issues. It is nandatory for
mlitary nmenbers to go through the chain of comand for al
purposes. The concern is brought to the direct superior who
in turn goes to her/his superior, if necessary, and so on
The Key Vol unteer programworks in a sinilar manner through a
chain of comunication. Key Volunteers normally go to the
Key Vol unteer Coordinator or the FROw th their issues and
they, in turn and if necessary, go to the CO as shown in the
nodel on the next page.
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families families families

The Key Vol unteer Coordinator’s job is to explain this system
and the inportance of respect for it to the Key Volunteers and
through them the famlies. Insensitivity to the correct use of
the mlitary chain of command within the unit can cause great
difficulties and destroy the credibility of the Key Vol unt eer
Network. occasionally, a difficult situation will arise when a
Key Volunteer feels there is a "block” in the flow of infor-
mation. (It could even be the Coordinator!) For guidance on any
delicate issue and how to proceed, it can be helpful to turn to
the Advisor, the FRO, the chaplain or even the CO Ut npst
di scretion should be used in these circunstances.

Wthin the Network, each | evel should be respected and
all owed to function as desi gned. The Key Vol unteers are working
directly with the fanmilies and reporting to the Key Vol unt eer
Coordi nator who in turn works with the FRO and reports to the CO
Only in very difficult situations (i.e., an unsuitable person-
ality in the FRO or Coordinator position expressed as unavail -
ability, arbitrariness, indifference to concerns) should the
Volunteer go directly to the CO It is always wise to try
t hrough di al ogue within the Network to solve probl ens before
t aki ng extrene mneasures.

D. RECRU TI NG KEY VOLUNTEERS
Most units have devel oped sonme systemfor recruiting

candidates to fill Key Volunteer positions. Successful methods
i ncl ude:
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1. Approaching candi dates individually based on
recomendati ons from other unit nmenbers or other Key
Vol unt eers.

2. Inviting interested candidates to a neeting where the
programis outlined and the sel ection process is described.

3. sending letters to unit famlies fromthe CO asking for
participation and describing the selection process.

At a mninum Key Volunteers shoul d have:

1. An understanding of the requirenent to work within the
gui del i nes established by the current CO

2. Awllingness to volunteer and attend training.

3.  An understanding of the critical inportance of
confidentiality issues.

4. An understanding of the nature and limtations of the Key
Vol unteer role.

5. A nmotivating and positive attitude about the Key
Vol unteer role and about the Marine Corps.

6. A good reputation anpbng the unit famlies for judgnent
and reliability.

7. Awllingness to faniliarize famlies with the CO s
expectati ons for the Network.

8. The maturity to be effective.
9. Plans to remain in the area if the unit deploys.

Be prepared to offer other volunteer positions to those
candi dat es who do not neet the qualification to serve as Key
Vol unteers. Oher positions include assistance with newsletters,
wel com ng committee, event planning, and administrative and
clerical support.

MCO 1754. 2A reconmends that the unit establish a screening
process to select Key Volunteers. Mst Key Vol unteer Coord-
inators will have a part in that process as it is defined by the
CO S direction

The conposition of the Network should reflect the conposition
of the unit. The Network woul d include spouses of enlisted and
of ficer personnel of various ages and experiences with the
mlitary lifestyle. The credibility of the Network depends on
its menbers, and the utnost care should be given in recruiting
and sel ecting Volunteers who are perceived as trustworthy and
approachable by unit fanilies.
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E. ORGANI ZI NG A NETWORK AT THE UNI T LEVEL

A new Key Vol unteer Coordinator may join a well organized,
snmoot hly functioning Key Vol unteer Network or she/he nmay need to
create one. There should be a turn-over file and activities may
be based on what has been acconplished. |[|f no organizationa
materials are passed on fromthe previous Key Vol unt eer
Coordi nator, or it has not been a successful program changes may
be made that nmeet the needs the Co has outlined.

The steps needed to organize a unit Network are:

1. Meet with the COto establish guidelines for a Key
Vol unteer Network in the unit.

2. Recruit vol unteers.
3. See that volunteers are trained.

4. Screen volunteers and recommend to the CO for appoi ntnent
to Key Vol unt eer status.

5. Wth the CO s guidance, set up the terns of appointnent,
resi gnati on procedures, and recognition opportunities.

6. Establish ratio of assigned famlies to volunteers and
organi ze the system e.g., telephone tree, newsletters,
i nformati on events, outreach and wel come activities.

7. Establish support for the Network, e.g., regular neetings
for resource information, problemsolving, nutual support,

etc.
Sonetimes many of these steps will be taken sinultaneously.
The Coordinator will find each unit’s procedures are a little

different and reflect the COs style and policies. The
priorities placed on which aspect of Network activities are
established first will reflect the COs guidance and the needs of
the unit.

The assignment of unit fanmilies to Key Volunteers for Network
activities may be done in a variety of ways. Rosters can be
di vi ded accordi ng to conpani es, nei ghborhoods, detachments, al ong
the lines of existing friendships or interests held in comon, or
by any conbi nation that works to create confortable groups. The
rosters are used when activating the tel ephone tree for
di ssem nation of information. Any Network can anticipate that
there will be some families mssing, sonme incorrect information,
and that updates will be required frequently. Part of the Key
Volunteer’'s job is to contribute any rel evant information on
noves, address changes, etc., to help keep rosters current.
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The use of the tel ephone tree should usually be restricted to
di ssem nation of unit information. The Co may direct the
activation of the tel ephone tree on a regular basis or in
energency situations. An exception to this policy is during
depl oyment, the Key Vol unteer Coordi nator and Key Vol unteers nay
use the telephone tree as a regular way of supporting and keepi ng
in touch with famlies. A Key Volunteer is required to clear
wi th the Coordi nator when she/ he passes specific infornmation on
the tree.

F. TRAI NI NG

Fol | owi ng successful recruiting efforts, eligible Key
Vol unt eer candi dates nust be trained. The required training
outlined in the MCO 1754. 2A shoul d be avail able through the FSC
if located near a major installation. Wen an FSCis not
avai |l abl e, the Key Vol unteer Coordinator can use the materials
provided in the training guide to organize a basic training
course using local talent such as a Chaplain for assistance in
putting together acceptable training.

Sonetimes at small and isolated installations and at Reserve
Training Centers, the Key Vol unteer Coordinator may find it
necessary to seek related training in the community, e.g., Red
Cross, Navy-Marine Corps Relief Society, and community coll eges
for courses such as stress nanagenent, time managenent,
conmmuni cation skills, etc.

Key Volunteers trained at another installation will need
further information on how the Network may differ fromthe one in
whi ch they served previously. They will need to attend | oca

training for their new position in the Network, and information
on | ocal resources.

In addition to the basic training, Key Volunteers need to
know.

1. The COs intent for the program- their role and the Key
Vol unt eer Coordi nator’ 5 expectations.

2. The history of the unit’s Key Vol unteer Network.

3. Howto use the unit’s "chain of comand."
G | MPORTANCE OF CONFI DENTI ALI TY

The reliability and effectiveness of the systemw |l depend
on each Key Vol unteer understanding the inportance of keeping
confidences and know ng which situations require reporting to the

CO. Confidentiality and the Privacy Act of 1974 are required
el ements of Key Vol unteer training.
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Key Vol unteers should be aware that families are not under
the sane obligation to keep confidences. Theref ore, Key
Vol unt eers shoul d be cautious about sharing personal information
when showi ng enpat hy

Provi di ng gui dance on the procedures for reporting spouse
abuse, child abuse and negl ect, drug abuse, or other potentially
dangerous situations will be a elenment of basic training for Key
Volunteers. Since this is a critical area, the Key Vol unt eer
Coordi nator nust have up to date information on state and | oca
| aws and Marine Corps regulations in these areas. The CO the
FRO and the FSC can help provide this information

H. MAKI NG FAM LI ES AWARE OF THE NETWORK AND HOW I T CAN ASSI ST
THEM

Sonme units send letters introducing the Key Vol unteers and
the Network to fanmilies. Ohers use the initial contact a Key
Vol unteer has with each family to establish that connection. Key
Vol unteer training includes guidance on introductory tel ephone
calls. It is also inportant to tell famlies howto use the
| ocal Network effectively. This will be especially inmportant if
famlies are famliar with another programdifferent fromthe
| ocal one. All Key Volunteers should understand the Marine
Cor ps-wi de concept for fam ly readi ness and the Key Vol unteer’s
role within the Fam |y Readi ness Support Program By offering
consistent information, Key Volunteers will help famlies
understand their personal preparedness requirenments and the
support systens, including Key Volunteers, which help themreach
t he necessary | evel of readiness.

Sonme families may not have tel ephones. In those cases a note
providing informati on may serve as an introduction to the
Network. It is important to enphasi ze again and again that the
Net work enables famlies to help thenselves nore efficiently.

l. GUI DELI NES FOR HANDLI NG UNI T EMERGENCY SI TUATI ONS

During stressful tines, Key Volunteers performan inportant
function in helping fanmilies cope with crisis situations. Any
unit can experience a critical incident, a training accident, a
rapi d depl oyment or other emergency, whether in a non-depl oynent
status or on the front line. It is inportant to establish in
advance with the CO how the unit Network will react and pass
information that will help Key Volunteers react quickly to
prevent confusion and distress. Cont i ngency pl anni ng regardi ng
support services and individual role assignnents should be
ongoing. As part of the local training some of the factors to
consi der are:

1. Describing the anticipated events and organi zati ona
consequences.

2. ldentifying problemareas for famlies.
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3. Explaining procedures to deal with those probl ens.

4. Assigning specific responsibilities and roles to
i mpl enent the procedures.

5. ldentifying the sources of additional resources that nay
be needed.

Al'l menbers of the Key Vol unteer Network shoul d know about
the contingency planning. Runpors are difficult to handle during
acrisis. Wth alnost i medi ate nedia coverage of events,
m sinterpretation and nmisinfornmation are common. Knowi hg where
to go for correct information hel ps both Key Vol unteers and
fam lies cope nore effectively. Pl ans regarding the distribution
and updating of information should be a high priority. Continua
feedback up and down the chain is the nost effective way of
keepi ng i nformation current.

Even the nost effective and credible Key Vol unteer Network
will struggle to maintain its balance during a unit crisis. It
will be inmportant to remenber that the Key Volunteers will be
experiencing the same stress as the famlies they serve. The Key
Vol unt eer Coordi nator should make every attenpt to provide
addi ti onal support to Key Volunteers during periods of crisis.
The Coordi nator may need to seek additional support, too. The
unit Key Vol unteer Advisor would normally be a great source of
i nsi ght and understandi ng. Chaplains or the FSC staff are other
good resources. I deally, the Coordinator and the Key Vol unteers
will be nutually supportive at all tines.

J. CONDUCTI NG MEETI NGS

Sonme Key Vol unteer Coordinators ask their Key Volunteers to
nmeet regularly as a group. Ohers find that frequent meetings
i npose hardshi ps for busy Key Volunteers and are not needed.
However, periodic nmeetings of sone sort are useful for exchange
of information, mutual support and the devel opnent of unit
canar aderi e.

Because their tine is directly involved, ask Key Vol unteers
to state preferences regarding neeting tinmes, |ocations and
frequency. Mdst Key Vol unteers appreciate occasi ona
opportunities to share experiences and resource information,
especially if the unit is deployed. Keep in nmind that sone Key
Vol unteers may not be confortable hosting such neetings. Based
on the Network’s needs, keep the core of the neetings brief,
structured and professional with optional time for social support
and anecdotal exchanges. Gathering at the unit headquarters or a
base facility may be an option to reinforce that Key Vol unteer
groups are not social gatherings, but a professional Network that
is meeting to conduct matters of business and work and nutual
support.
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Experi enced Key Vol unteer Coordi nators suggest that Key
Vol unteers not neet preceding or follow ng social gatherings.
Key Volunteers, as unit representatives for fanmly assistance,
need to be seen as professional in both their work and their
nmeetings. |If the consensus is that regular neetings are
necessary, the Key Vol unteer Coordinator may have a schedul e of
regul ar nmeetings and al so exercise her/his judgnent to cal
speci al neetings when the need ari ses.

The Key Vol unteer Coordi nator should make clear her/his
expectations regardi ng attendance at regul ar neetings.

The followi ng five steps should guide the conduct of nobst Key
Vol unt eer Networ k neeti ngs:

1. Devel op an agenda for each neeting and ask someone to
keep m nut es.

2. Begin pronptly at the pre-arranged time with a revi ew of
goal s for the meeting.

3. Take care of business needing attention

4. \When problem solving is needed, a useful technique is to
list each Key Volunteer’s coments on chal kboard or

chart paper. (Listing acknow edges differences and concerns,
and al so hel ps when generating options or evaluating them)

5. End pronptly at preannounced time. Summarize concl usions
and specify assignnments for followon activities. Establish
the next neeting date, tine, and place.

Sonme organi zational problems will be resolved within the
group; others will need unit intervention. Key Volunteers need
to understand that until the Co’'s decision is reached, they may
need to delay sone actions. As issues arise, manage what the
group can handl e, and elevate those itens needing the action of
the Co. Tenper aggressive or overly vocal nenbers by reinforcing
a group deci si on-maki ng process. Use neetings to acknow edge the
group’s progress or jobs well done. It is inportant to offer
appreci ation, specific reinforcenment and recognition regularly.
Sinple refreshments at a neeting create a friendly atnosphere,
especially if they are nore than an hour in |ength.

K. EVENTS AND FUNCTI ONS

The Key Vol unteer Coordi nator often assists at unit briefings
and/ or gatherings held to educate fanilies or provide themwth
opportunities to neet others. Although at times the situation
may require the Key Volunteer Coordinator to initiate an event,
the i dea should not be fostered that the Key Vol unteer Network’s
sole function is to plan and/or coordinate unit famly activities
or social gatherings. The primary focus of the Key Vol unt eer
Network is to provide information and referral
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Sone Key Vol unteer Network activities are unit-sponsored
functions such as pre-deploynment briefs and return and reunion
briefs. It is inappropriate and illegal to use the gatherings to
sell any commercial itemor service, (i.e., insurance, estate
pl anni ng, cosnetics, toys, kitchenware).

When events are held to help prepare famlies for depl oynent,
t he Key Vol unteer Coordi nator nay be asked to help brief fanilies
about the Network. Menbers of the Network should be visible so
that famlies becone confortable with the Key Vol unteer to whom
they are assigned. Waring a nane tag for easy identification is
i mportant.

If a Key Vol unteer Coordinator is asked to assist in planning
a unit event, several things should be considered: the group
| evel of experience with the Marine Corps, tinmng of the event to
avoid family conflicts, and availability of child care
Attendance usually is increased when child care is provided.

L. DEALING WTH THE MEDI A

As the official representative of the CO the Key Vol unteer
Coordi nator or Key Vol unteer may be approached by the nedia for
interviews - especially during a crisis situation when the unit
i s depl oyed. The nedia should always be referred to the Public
Affairs Ofice. The unit CO or designated representative should
be notified of the nmedia contact. |In case of direct contact, the
foll owi ng gui delines may be hel pful

1. Don’t be overly concerned.

There is no obligation whatsoever to provide information.

The safest bet is to refer the call to the command or the
base Public Affairs Officer. The caller’s nane,

organi zati on, and questions should be passed to the Public
Affairs Oficer.

2. Be wary!
Remenber that the media has a job to do, and will often be
persistent when trying to confirma runmor! |If a nedia

representative persists, the nane of the representative and
hi s/ her organi zation should be taken and notification made to
the Public Affairs Officer imrediately. Keep referring to
the Public Affairs Ofice.

3. Be cooperative.
If a cooment is provided to the nedia, notify the unit and
the Public Affairs Oficer imediately. |f nmedia coverage of

an event (i.e., fanmly day, homecoming, etc.) is desired,
contact the Public Affairs Oficer for assistance.

22



4, Be accurate.

If an interview or coment is provided, stick to the facts
and avoi d specul ati on or personal opinion

M NEWSLETTERS

The newsl etter which is prepared and sent to the unit’s
famlies is an excellent way to dissemnate infornmation
Newsl etters create and sustain a sense of family within the unit.
Newsl etters also facilitate information and referral by providing
howto information and the | atest updates on a variety of
prograns and services. Including answers to questions asked
frequently of Key Volunteers could serve to | essen routine
information calls. For sone famlies w thout tel ephones or who
live anay fromthe installation, it will serve as the main source
of information.

For those who have never prepared a newsletter, nore
experi enced Key Vol unteer Coordinators are willing to provide
f eedback and pointers, as well as share copies of their unit’s
newsl etters. The FSC is another resource. When there is a Key
Volunteer Ofice, it will have sanmples on file. The task of
edi ting and proofreadi ng maybe del egated to a willing vol unteer

Di scuss with the CO the newsletter guidelines, requirenents,
restrictions (length, content, frequency, etc.), potenti al
contributions, and desire for review and approval. Also discuss,
in large units, support of assenbly and delivery to the postal
stations.

Cui delines for the Key Vol unteer Network Newsletters:

1. Choose an easy format. It should be easy to produce, and
easily read by famly nenbers. The newsletter should
definitely be typed, but another Key Volunteer or wlling
party can be recruited to assist with typing. Also, arrange
for a proofreader, several if possible! A proofreader is
critical to a credible finished product. Check all facts

bef ore publi cati on.

2. Alist of itens suitable for the newsletter mght
i ncl ude:

* A nessage fromthe CO

* Specific news relating to unit famly readi ness issues
and upcom ng events.

* Informati on about hel pful mlitary or comunity
resources. For instance, a change in hospita
policies or hours, child care |ocations and hours,
etc. Always include as much information as possible,
especially a tel ephone nunber that has been verified.
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* For deployed units: tips on handling different kinds
of problens while service nenbers are gone, e.g., the
hel p you can get at the base auto hobby shop

* Alisting of opportunities for volunteer work both in
the mlitary and civilian comunity.

* A question and answer section on frequent problens.

* Encour agenent directed to the famly nenbers to cal
the Key Vol unteer when needed and a brief summary of
the Key Vol unteer’s job.

* A colum by the Chapl ain.

* A periodic listing of nost frequently used resources
with rem nders of services offered. This is
particularly inmportant during depl oynent.

* Readi ness informati on or checklists.

Frequency of the newsletter’s publication is determ ned in
original guidance by the CO A nonthly newsletter helps to
mai ntain a sense of contact in the unit, keeps useful up-to-date
i nformation flowi ng, and renminds fanmilies of the Key Vol unteer
Net work functions. The length of the newsletter is decided by
t he Key Vol unteer Coordi nator acting with general command
gui dance. Except for special issues, one or two pages normally
suffices. Mailings should carry the return address of the
command and not the Key Vol unteer Coordi nator.

There are regul ati ons governi ng the handling of official
mail. Check with the FRO to determ ne the proper nmailing
procedure for the newsletter, including the type of address
| abel .

The Key Vol unteer Coordi nator nust use good judgnent about
the type of material to be included in any newsletter. Be
conservative and responsible in screening the content of each
newsl etter so that it falls well within the guideline of the
franking privilege. |If in any doubt, consult the FRO the postal
of ficer has the regul ations. Specific guidance is contained in
MCO | 754. 2A.

*U. S GOVERNMENT PRI NTI NG OFFI CE: 1994-
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